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EMPLOYEE ASSISTANCE PROGRAM 
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ADDICTION RESEARCH FOUNDATION OF ONTARIO 


The concerns of today's society regarding the increasing use and abuse 
of aleohol and other drugs have led to the development of a series of 
guidelines by the Addiction Research Foundation and the Ontario 
Federation of Labour. 


These guidelines recommend the establishment of joint labor/manage- 
ment programs for the rehabilitation of workers with alcohol and other 
drug-related problems. 


In using this document as a guideline, please identify any concerns you 
may have regarding its contents, or Suggestions regarding improvements, 
in writing and forward them to the Chairman, Employee Assistance Task 
Foree, Addiction Research Foundation, 33 Russell Street, Toronto, 


Ontario M5S 281, for consideration when the guidelines are again reviewed 
in January 1977. 


oC. 


W.E. Boothroyd, M.D. T. Meagher 


 — ——— 


Acting Executive Director Secretary/Treasurer 
Addiction Research Foundation Ontario Federation of Labour 
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Statement 


ONTARIO FEDERATION OF LABOUR/ADDICTION RESEARCH FOUNDATION 
JOINT GUIDELINE FOR THE ESTABLISHMENT OF 
EMPLOYEE ASSISTANCE PROGRAMS 


The experience of the Lifeline program (a joint labor-management 
program run in conjunction with U.S.W.A.), together with the experience 
of the Addiction Research Foundation, demonstrates that the following 
guidelines help to ensure the development of a cohesive and workable 
program. 


For the success of any Employee Assistance Program, it is essential 
that both management and union move from their traditional adversary 
positions in order to develop a joint program that will work for the benefit 
of the individual. 


The joint committee will be known as the Committee. Provided a joint 
approval is retained, discussions between management and labor in each 
organization should involve revising this document to make it relevant to 
specific needs. 
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Step 1 


ESTABLISH A JOINT COMMITTEE 


i 


Committee membership should consist of equal representation of 
management and labor, including a representative from the Medical 
Department (if such exists), on behalf of management, together with 
an outside medical consultant, if desired by either party. 


The Committee members should have the full written assurance of 
their principals that the concern of this Committee is the welfare of 
the employee with a job problem, and any action initiated, as a result 
of this program, which does not receive the cooperation of the 
employee may result in disciplinary proceedings. 


The employer agrees that employees, while in a rehabilitation 
program, will have full job and benefit protection, including those 
provisions within the collective agreement. 
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Step 2 


DEFINE COMMITTEE RESPONSIBILITIES 


1. 


Define perimeter of the Employee Assistance Program as to policy 
and procedures. 


It is important at this stage for the Committee to determine the 
following: 


a) Does the group policy specifically exclude the treatment of 
alcoholism from the coverage? 


b) If so, is it possible to change the policy? If a change is made, will 
there be any extra charge? 


The employer should review employee health insurance coverage and 
modify, if necessary. 


Many insurance companies will include the treatment of alcoholism 
with no premium increase. 


If the company is covered by Blue Cross, Blue Cross will also include, 
upon request, coverage for treatment at non-medical treatment 
facilities. 


Treatment in all hospital facilities in Ontario is covered by OHIP for 
up to 28 days of in-patient treatment. 


The Unemployment Insurance Commission will provide, upon request, 
unemployment health benefit in lieu of regular employee coverage for 
an employee undergoing treatment in recognized programs. 

Establish responsibilities of 

a) union stewards 

b) supervisors and managers 


ec) personnel department and/or industrial relations, only as to the 
program 


d) program coordinator 
e) employee 
f) medical department. 


Establish the internal referral procedure to be used by the organiza- 
tion. 


Plan, coordinate, and present ongoing educational programs for the 
stewards, supervisors, and managers, utilizing existing resources 
within the community. 


Review and update the Employee Assistance Program on a regular 
basis. 
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Step 3 
DEVELOP AN EMPLOYEE ASSISTANCE PROGRAM 


Employer's Program Rationale 


Employers care about their employees. They are concerned about 
employees with health or behavioral problems that result in excessive 
absenteeism and deteriorating job efficiency. 


This program is designed to identify employees with job problems and 
assist them in seeking help at the earliest possible stage, when treatment 
and rehabilitation can be most effective. 


The policy should cover the following specific points: 


1. Behavioral health problems, including the progressive condition known 
as alcoholism, are recognized as treatable illnesses. 


2. The employer's legitimate concern with these behavioral health 
problems is limited to their affect on the employee's absenteeism and 
work performance. 


3. Improving work performance to an acceptable standard, and keeping 
it there, is the basis for the employee's continuing employment. 


4. The decision to enter the program will not be detrimental to job 
security; but rather will show evidence of resolution and responsibil- 
ity. 


The program is corrective in nature. It is functional and effective. It is 
based upon early identification. It specifies methods to help motivate the 
employee to accept treatment. In many cases, the motivation to accept 
treatment has been found to be more effective than the treatment itself. 


The objective of the policy is to support and aid people and help restore 
them to full health and productivity. 
Union's Program Rationale 


Unions care about the welfare of their individual members. They are 
eonecerned with maintaining jobs and service to their membership. 


This program is designed to extend the social assistance program of the 
unions to help members obtain treatment and rehabilitation, where 
necessary, at the earliest possible stage. 


1. Unions are concerned about the total health and welfare of their 
members and their families. 


2. Providing means by which members may regain full health and main- 
tain full employment is a legitimate concern of labor. 
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3. The decision to enter a rehabilitation program is the responsibility of 
the employee. 
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A Suggested Joint Labor/Management 
Employee Assistance Program Policy Statement 


The purpose of this program is to assist all staff members who may 
develop a social/health problein which affects their job performance, and 
to aid them in gaining assistance before their condition renders them un- 
employable. 


This program will: 


- Establish policy and procedural guidelines for dealing with all 
problems that may cause declining work performance; 


- Inform and instruct employees, by an educational process, as to 
their role in the program; 


- Provide channels of referral for assessment, treatment, and 
follow-up so as to ensure maximum rehabilitation potential. 


POLICY 


The employer and union recognize that almost any human problem can 
be successfully treated provided it is identified in its early stages and 
referral is made to an appropriate treatment resource. This is true 
whether the problem is one of physical illness, mental or emotional 
illness, financial, marital, or family distress, alcoholism, drug abuse, 
legal problems, or other concerns. 


Committee Responsibility 


6 


3. 


4. 


The employer and the union recognize that the above mentioned are 
serious health and behavioral problems which have a potentially 
serious impact upon the lives of those employees so afflicted and, in 
turn, their families. 


The employer and the union maintain an attitude of assistance and/or 
treatment towards such problems encountered by employers. It must 
be recognized, however, that successful resolution of such problems 
requires a high degree of the employee's personal motivation. 


Voluntary referral: Employees who feel they have a problem are 
encouraged to seek help, either through the joint Committee, 
program coordinator, or privately. Any decision on the part of 
employees to seek help will not interfere with their position of 
employment. Confidentiality will be maintained at all times. 


Mandatory referral: Based on deteriorating job performance as noted 
by the immediate supervisor and steward in consultation with their 
principals. The employee will be referred to the joint Committee or 
program coordinator who, with the assistance of an appropriate 
resource person, will make the necessary assessment and suggest 
referral to the appropriate source of treatment and/or assistance. 
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De 


This program is preventive and is intended to correct job performance 
difficulties at the earliest possible time. It is in no way meant to 
interfere with the private life of the employee. 


Employee Responsibility 


iT 


The employee is expected to maintain job performance and atten- 
dance at an acceptable level. 


Where there is a problem detrimentally affecting work performance 
and appropriate treatment is obtained for it, the employee is to 
continue with the program to completion. 


If the employee refuses the help that is offered and his job 
performance and attendance do not improve, or continues to 
deteriorate, the employee may be disciplined as in the provisions of 
the collective agreement. 


Where the employee cooperates with assistance and/or treatment but 
after a reasonable period of time is still unable to bring work 
performance up to an acceptable level, disciplinary procedure will 
also apply. 


Employer Responsibility 


1. 


To maintain full job and benefit protection for the employee 
undergoing treatment. 


To provide the time for information sharing seminars for all of the 
managers, supervisors, and union officials. 
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A Suggested Joint Labor/Management Statement 
on Alcohol and Other Drug Abuse 


1. 


The organization and union recognize that alcohol and other drug 
abuse can lead to serious health and behavior problems affecting 
many areas of a person's life. 


For purposes of this policy, alcohol and other drug abuse which 
interferes with employees' health and, in turn, their work perfor- 
mance are defined as treatable illnesses. 


The organization's concern is with alcohol and other drug abuse and is 
limited strictly to their detrimental effects on the employees' health 
and, in turn, performance on the job. 


The Committee expects this policy will encourage employees to take 


early advantage of treatment, on a voluntary basis. 


However, based upon documented deteriorating job performance, as 
noted by the immediate supervisor and steward in consultation with 
their principals, a mandatory referral will be made to the joint 
Committee or program coordinator who, in conjunction with a 
committee-designated physician, will make an assessment of the 
problem and suggest a source of referral for help. If the employee 
refuses the offered help and performance on the job does not 
improve, the employee will be subject to the disciplinary procedure as 
outlined within the collective agreement. 


The confidential nature of the problem and various records will be 
preserved as this policy provides for application of regular sickness 
and health benefits. 


The Committee assumes responsibility for ensuring the training of 
personnel regarding this problem. 
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Step 4 
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Defined Responsibilities of: 


A. STEWARD 

1. To ensure that the rights of all members of the bargaining unit are 
explained to them at the time of confrontation and referral. 

2. To advise employees of their options should they refuse the help 
offered through the program. 

3. To encourage employees to seek assistance before job perfor- 
mance is affected. 

4. To be a partner with the employees' supervisors in ensuring 


support and follow-up on the job and to help protect the 
employees' rehabilitation from sabotage by their co-workers. 


B. SUPERVISOR 


Focus on the employees' performance...not their problems 
y, 


Supervisors are paid to observe and monitor work performance and to 
document evidence of deteriorating work habits, and not to act as 
amateur diagnosticians. 


To be effective, the supervisor must: 


il 
2. 
3. 


be trained to observe work behavior; 
know how to apply corrective discipline; 


avoid references to drinking or other symptoms of personal 
problems; 


know the policies and procedures for referral, assessment, 
treatment, and follow-up. 


The supervisor must adhere strictly to questions of performance. The 
aleoholic, for example, is the expert when it comes to drinking, but the 
supervisor should be the expert when it comes to job performance. 
Objective appraisals of work should be applied (not moral judgments), 
paying particular attention to attendance, quality of work, appearance, 
attitude, initiative, and dependability. 


Recommended Procedure: 


Ihe 
2. 
3. 


Establish and work with acceptable performance standards. 
Be alert to changes in employee work and behavioral patterns. 
Monitor and document performance, attendance, and behavior. 


omeg dot sicled eonrieinas. Hese “at 29 a syetwo9 
: . baseeidace 


Bi ive tie neque ‘assyoignia 

sit ag pig 

ony 39! ( Me - O ns j onl 
k « | ré 
mi } 0 Ss rie 


e \ nt i . 

aiklorg Wort Sor. ..eorarTo} 19 eaes GME, 

bns senamiolreg dow Jolinom bie svisedo of bisgiss 
ise oF Jou baa ,atided Wiow gaitsioMmeiss 16 sorotin 
.ertnioisaanye 


laum welviegue St, ovi 
7 d stow 9y asecio 0} bentke 
‘oniqinelh eviyoat 709 viqqe oJ wort woll 
yriininb: of asore se hey le 


iionlaeone aia or whevotg bak aaipiiog poe on 
.au-wollot bia > inemis a0 

g }o enoiteaup ot ylolate ererbe team soatva que 

) diviniab of 2amoo fi tw Jiogxe grt el g-orcen 201 , oiler 
emioatieg dot of aemoo ii iw insqxe sri od bjork roaly' x 
mabut latom jon} baila d bt i ax10w To alezinaggs, evi oate 

vga iow to wiilaup ,onainetia of ely Ly tye 
vaitidisk waged hin ov Satta aiid! ia 

arog 

eubsoO bebnommov9R 


ofiabfiese soramioheg oidatgqease dtiw sow brie delidatas a 
migtten | rafiod bas aiow osyolgate nl eepnane of 3 
| olga nt eoynarta of rein 
a “ : iB yO Sis Ite Fa a8 nan) ot ~~ thi ea 


-ll1- 


4, Discuss the job problem with the employee. Do not attempt to 
diagnose the cause. 


5. Advise that, unless the situation is corrected, the employees have 
a choice of availing themselves of the services of the Employee 
Assistance Program or being subject to the appropriate disciplin- 
ary action. 


6. Ensure that the union representative is fully informed of the 
situation. The union can be of valuable assistance in helping 
motivate the employee to take treatment. A combined labor- 
management effort works best. 


7. If the employees choose the Employee Assistance Program, they 
are referred to the program coordinator, or joint committee in 
conjunction with the designated physician for assessment. (NOTE: 
It is essential that the documentation of the job problem be 
provided to aid in the assessment.) 


The supervisor is informed if the employees are cooperating with the 
program in resolving the problem. If the employees fail to respond, 
performance remains unsatisfactory, or there are relapses, the 
criterion for a decision is: What action is consistent with the way the 
situation would be handled if it were some other critical disorder 
affecting attendance, performance, or behavior to a similar degree? 
This eriterion will assure consistency in other decisions related to the 
program. 


Employees' morale is greatly boosted when the employer takes an 
interest and offers help rather than just the threat of disciplinary 
action. 


- PROGRAM COORDINATOR 


Most organizations appoint a staff member as program coordinator, 
either full or part-time, to: a) maintain confidentiality; b) prevent 
undue delays in referral; c) develop a level of consistency. 


Specific responsibilities: 


1. Develop personal contact and liaison with all the treatment and 
counselling resources in the community, i.e.: 


- legal aid 

- credit counselling 

- family services 

- psychiatric out-patient services 

- detox centres 

- alcoholism treatment services 

- Aleoholies Anonymous 

- The United Way (as a source of contact for many agencies). 
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Become familiar with the admission procedures of all the above. 


Share with these organizations the company's policy to ensure that 
each referral is followed up upon returning to work. 


4, Keep the Committee informed about community resource referral 
trends, needs for follow-up and educational programs, and any 
difficulties (such as lack of cooperation) with supervisor or 
bargaining unit representative. 


D. THE EMPLOYEE HEALTH SERVICE 


If there is an employee health service, it usually plays a key role in the 
rehabilitation process--in diagnosis, referral, and follow-up. If there is 
no physician on staff, a doctor in the community may be retained on a 
fee-for-service basis. In any event, the involvement of a physician on 
the part of the organization is advantageous because s/he is able to 
make a diagnosis which is recognized as valid and acceptable for 
sickness insurance purposes. This participation also helps ensure 
confidentiality. 


The plant nurse, in the absence of a doctor, sometimes is the medical 
person involved and, in fact, sometimes operates as the liaison person 
between the company and the treatment agency and joint committee. 
When the agency has recommended Antabuse or Temposil as part of 
treatment, the medication is often administered by the nurse at the 
employee health service. 


Of course, the employee's own family physician is usually involved to 
some degree in treatment and follow-up. 


It is to the health service that employees usually present themselves 
when voluntarily seeking help with problems with aleohol. These cases 
are often in the early stages of the disability and offer excellent 
potential for rehabilitation. The doctors and nurses are in a strategic 
position to intervene in a positive way when employees present 
themselves with minor medical complaints which may evoke a 
suggestion of alcohol abuse. 


E. PERSONNEL DEPARTMENT 
1. Serve coordinating function on program committee. 
2. Be aware of and interpret company policies, disciplinary pro- 
cedures, supervisory procedures, ete. as they relate to the 


Employee Assistance Program. 


3. Monitor job performance through ongoing scrutiny of relevant 
criteria, i.e. abSenteeism, accidents, unusual behavior. 
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Make new employees aware of Employee Assistance Program. 


Disseminate pertinent information about Employee Assistance 
Program to persons in organization, as well as to families. 


Ensure that information remains updated. 


Keep updated on company benefits and how they are used with 
regard to the Employee Assistance Program. 


Communicate with management and union groups changes in the 
Employee Assistance Program, such as modifications in guidelines, 
procedures, benefits (and how they apply), as decided upon and 
agreed to by both parties in the Committee. 
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Step 5 


DEVELOP AN EDUCATION PROGRAM 


Experience demonstrates that this step, after the commitment to program 
development, is the most significant step of all. 


The Committee should take full responsibility for ensuring the completion 
of this phase, and for any follow-up which may become necessary. 


This initial education program should: 


1. be held in house 


2. involve all levels of management (from the president down) and 
supervision, together with all the elected representatives of the 
bargaining unit, plus the business agent-—-representative and member- 
ship 


3. involve groups of no more than 25 for a 22 to 32-hour session 
4. cover the following points: 

a) the policy and reasons for its development 

b) the role of the 


- supervisor 

- steward 

- medical department 
- personnel department 
- program coordinator 


ec) an introduction to the methods of confrontation 


d) the Committee should at this point introduce themselves to the 
seminar and present the various phases of the program 


e) the Committee should also be responsible for ensuring that all new 
supervisors and newly elected members of the bargaining unit also 
participate in an educational program. 


5. ensure that the program and its intent is communicated to all 
employees and their families. 


N18 '230% 


art? 


noitelg 


a“(nwob inebiessq oi? mo) inenregandm “to aleyel 
covitatageijet bojoola of Ia Aiiw vediegot 


#9 ry cae ft 4 


+ oO 
Pm Fly 
Le OK 
ih OF 


aX 


2 


amr Of 


nili yaiwwane Yo? oldienoqes? od oale blvone seiiimariaD a 
val nigpiad at} ie wiedmam beisels ylwen bas sqwelh qu 


~h>- 


washows 1 Morea 


ot tnamtimmog eat ahaa sao cite at est 


bas eviiaineesiqetT— lad aeonieud, adi _— Siam 


polease wolff of 42 a wh € eit SIO(T Of to 
retnlog gniw 
Rus inam@oleveb ei 107 — bie 


insmitaqeb i 

inemiteqeb ton 

1olanibioop Ms 

noliatnotinos lo ebodiem ani of noitouborinl & 
gamely soubotia tnlog eh te biuoda solimmon 

Mis TyOg of? Io aseetg adoiisy od Jageeg Dam Tam 


rie 


smn seal, laroiJaoube ie ni slag 


F 
‘ 
@ oe) - s 


a 
we ao 


ya 
, ah ‘ 


tw 


bri wee 
ee ty 


